The demand for knowledge workers is on the increase, yet little is known about their career perceptions and attitudes. The objective of this article is to determine the factors affecting the career development of knowledge workers in South Africa. Part-time learners of a postgraduate course were used as a purposive sample and 82 completed questionnaires were received. The results of the online survey provide an interesting look at the unique career issues knowledge workers experience from a South African perspective. Issues identified dealt with the lack of importance placed upon organisational training, the lack of interest in temporary work assignments and the low importance placed on learning from mentors. Organisations need to take note of their reward structures as knowledge workers have indicated that promotions and rewards based on their knowledge is insufficient.
Introduction
Knowledge is stored in the minds of knowledge workers, which means that organisations need to balance business needs against the needs of knowledge workers (Stokely, 2008:47) to ensure that organisational knowledge becomes a strategic asset in order to remain competitive and survive in the knowledge economy (Zack, 1999) . Products, services and processes that create value are becoming more complex, requiring even more changes in the way organisational knowledge is managed. This result in changes in the way knowledge workers develop their careers. The knowledge economy is forcing knowledge workers to realise that multiple assignments, projects, jobs and possibly multiple careers are the norm. Even though the knowledge economy can be turbulent, successful knowledge workers are able to see new opportunities for themselves and society (Drucker, 2001:283) .
The demand for knowledge workers is on the increase, yet little is known about their career perceptions and attitudes (Pringle & Mallon, 2003:839) . The primary objective of this article is to determine the factors affecting the career development of knowledge workers in South Africa. The secondary objective is to determine via an empirical survey causes of career dissatisfaction and areas where career development is needed among South African knowledge workers. South Africa is becoming less competitive owing to lack of skills, for example the limited availability of knowledge workers such as engineers (Van Tonder, 2007) . Van Tonder (2007) notes that South Africa is now ranked 50 th, out of 55 countries in the IMD World Competitiveness Yearbook from a previous best of 38 th place. With only 44.6 per cent of skilled workers receiving any form of training, South Africa is not investing in the small knowledge worker population (Smith, 2008) . If prosperity and even survival depend on knowledge worker productivity (Drucker, 1999:83) , then organisations in South Africa need to address issues concerning knowledge workers. Reliance on knowledge workers creates interesting problems for South African organisations, as specialisation and dual career ladders are required to ensure that the Abstract knowledge residing in the minds of knowledge workers is not lost. Bergeron (2003:58) defines knowledge workers as individuals who contribute to the intellectual capital of their organisation. The products or output of a knowledge worker is considered to be knowledge assets consisting of documentation, newsletters, online weblogs and other publications. Drucker (2002:238) defines knowledge workers from an individual's point of view. An individual with significant amounts of theoretical knowledge and learning constitutes a knowledge worker. Paton (2005:23 ) defines a knowledge worker as an educated individual in a specialist knowledge area. For the purpose of this article, a knowledge worker is seen as an individual that has considerable knowledge and learning in a specialist field.
Knowledge workers
Knowledge work is discretionary behaviour and activities that are performed by knowledge workers (Efimova, 2003:1; Schell, 2008:4) . Information gathering, imagination, experimenttation, discovery and integration of knowledge within larger systems are all part of knowledge work (Myers, 1996:46) . Technical skills, behavioural competencies and attitudes contribute to the knowledge work that is performed (Mercer, 2008) .
Demand for knowledge workers
The ability of an organisation to attract and retain knowledge workers is central to its present and future success in the knowledge economy (Templer & Cawsey, 1999:71) . If one takes into account that knowledge workers will become the dominant group of workers in the future (Drucker, 2002:237) , then knowledge workers will appear to have borderless, upward career mobility with the potential for failure or success. The growth in certain economic sectors, coupled with knowledge workers entering retirement, creates a unique demand for knowledge workers. Such growth requires knowledge workers to obtain formal education to enter these areas of knowledge work. Once knowledge workers enter these sectors, continuing education will be required to ensure that their knowledge is kept up to date. Such a scenario highlights the need for continuous learning of knowledge workers as knowledge rapidly becomes obsolete in knowledge organisations. The transition of knowledge workers from a young age to an older age requires succession planning to ensure that knowledge remains in organisations (Harman & Brelade, 2000:31; Stovel & Bontis, 2002:309) . The increase in longevity of workers has created a unique problem for organisations. Knowledge workers can no longer perform the same kind of work for fifty years. Second careers after retirement are seen as ways to keep mentally fit (Drucker, 2002:249) . Becoming a freelance worker, contractor or consultant also aids organisations, as new ideas and innovations can be brought into organisations as part of any knowledge worker's job (Drucker, 1999:86; Higgins & Tap, 2008:35) . Organisations should therefore adapt their knowledge management programmes to retain key expertise in an effort to reduce costs and develop new products and services (Stankosky, 2005:150) .
Career development of knowledge workers
The period of the 1950s to the 1980s characterised traditional careers, as careers were seen as stable and predictable. Careers were a succession of related jobs arranged in a hierarchy of status levels through which people moved in an ordered and predictable sequence (Currie, Tempest & Starkey, 2006:756) . The organisation determined what constitutes career success, which was usually measured by promotions and increases in salary. The changes in traditional organisational structures are forcing many individuals to change their view of a career, as the career options in flatter organisations are limited (Evans, 2003:180) . The change of career type from a traditional hierarchical career to a career characterised by a lack of organisational support and boundaries has shifted the responsibility for career development away from organisations to individual knowledge workers (Currie et al., 2006:756) . Myers (1996:184) and Tampoe (quoted by Carter & Scarbrough, 2001:218) identified four key career motivators once a knowledge worker has moved beyond career entry. These four key motivators are personal growth, operational autonomy, task achievement and money.
Personal growth is the first key motivator and can be described as the opportunity for individuals to realise their potential through intellectual, personal and career development. Organisations need to address job design, assignments and career progress to provide meaningful and challenging work that will lead to personal growth for knowledge workers (Mercer, 2008) . Knowledge acquisition forms part of personal development, leading to a sense of achievement and recognition of peers and ensures that workers grow as individuals and as professionals (Lin, Kuo, Ho & Kuo, 2008:93; Svetlik & Stavrou-Costea, 2007:197; Thite, 2004:33) . Career development programmes need to offer career path design, mentoring, training, improving work environments and competitive compensation packages (Currie et al., 2006:760) .
The stimulation and challenges provided by the job that a knowledge worker performs also contribute to personal growth. Knowledge workers like software developers desire challenging work and learning opportunities (Dovey & White, 2005:253) . People are motivated when they are interested in the job, even though they may find the status, perks or responsibility associated with it of little value.
Operational autonomy is the second key motivator and can be described as a work environment that allows knowledge workers to have control over the tasks that are assigned to them within the constraints of the organisational setting. The organisational culture and leadership influence the manner in which knowledge is managed (Mercer, 2008) . Knowledge workers need a dynamic knowledge-based organisation to be able to define and direct their own jobs if they are to take responsibility for their tasks (Drucker, 1999:84; Myers, 1996:46) . Organisational culture needs to align itself with the values and habits of knowledge workers to provide such a level of autonomy (Nemeth & Nemeth in Nonaka & Teece, 2001:101) . The key to obtaining this level of autonomy lies in the level of flexibility a knowledge worker's manager will allow (Mercer, 2008) .
Task achievement is the third key motivator and can be described as the sense of satisfaction that a knowledge worker gets from producing work of a high standard and quality that the individual feels proud of. Aligning the personal goals of knowledge workers with organisational goals will enable them to be motivated through task achievement to work towards common goals and not egotistic ones (Kelly, 2007:126) . Another issue related to task achievement is the boredom associated with repetitive or less challenging tasks. Tasks need to be kept challenging in order to prevent boredom from reducing the sense of accomplishment that knowledge workers get from their working careers (Dovey & White, 2005:253; Drucker, 2001:281) .
The importance of financial compensation (the last motivating factor) may be less important for knowledge workers than traditional workers as job security for knowledge workers depends on the development of a body of knowledge and skills that they can transfer from one organisation to another (McGregor, Tweed & Pech, 2004: 159) . Money is seen as a reward for the contribution made by knowledge workers to the success of the organisation. Even though money cannot ensure the retention of knowledge workers, remuneration should be structured according to the way work is defined in the organisation and could include basic pay, incentives, benefits and retirement funds (Mercer, 2008) . The study of money as a motivational factor has always featured prominently in career studies (Petroni & Colacino, 2008:22 ). An interesting finding in this regard shows that male knowledge workers change jobs more often for higher pay than their female counterparts (Yang & Lee, 2009:87) .
5
Survey on career development of knowledge workers
Research methodology
Knowledge workers are considered to be people with considerable theoretical knowledge and learning (Drucker, 2002:238) . As such, knowledge workers are responsible for their own learning and development (Gottschalk, 2005:27) , using diverse sources to obtain more information and knowledge. Even though knowledge workers may be educated in a specific knowledge area, they are continually learning (Paton, 2005:23) . The knowledge economy requires knowledge workers to obtain new skills and talents (Waddock, 2007:544) in order to contribute to the organisation's competitive advantage (Drucker, 2002:124) . Knowledge workers are thus considered to be individuals taking part in some form of learning, in order to increase their knowledge. The population for the empirical survey consists of all knowledge workers in South Africa and a sampling frame could not be established. The population thus needed to be more narrowly defined for the purposes of this research project. Part-time learners of a postgraduate course were used as a purposive sample to access the knowledge worker population. The respondents were all enrolled at the University of Johannesburg for the M.Com (Business Management) course. The respondents came from various backgrounds and educational levels. An online survey was chosen as the research instrument and featured a welcoming page, attempting to gain the respondent's cooperation, providing instructions on how to complete the questionnaire and the approximate time it would take to complete (Zikmund, 2003:222) . The questionnaire was divided into eight sections: biographical data, knowledge as seen from a career perspective, career motivators: career readiness, path, strategy and satisfaction. Each section was given a rating using a five-point Likert scale, in order to obtain a positive or negative response from respondents. The web address of the online survey was distributed via electronic mail to 266 respondents. Out of the 90 questionnaires completed, eight were unusable and 82 questionnaires were usable, which resulted in a response rate of 31 per cent.
The reliability of the research items was determined using Cronbach's alpha test (see Table 1 ), determining whether the measuring instruments are homogenous (Cooper & Schindler, 2003:237) . The reliability coefficient for each section is greater than 0.7, indicating positive reliability, except for the section on knowledge development. The section on knowledge development has a Cronbach alpha of 0.683. The sections mentioned in Table 1 are thus considered to be reliable for the purpose of this survey.
Findings

Biographical data
The gender of the respondents that completed the online questionnaire was mostly male (69.5 per cent) with a low response rate from females (30.5 per cent). The age group 25 to 40 provided most responses, with the number of responses from people older than 40 years tapering off to only two people older than 55 years. The demographic data are indicative of a broad range of knowledge workers and the area of specialisation of the respondents was predominantly the business and information technology fields. One respondent was in the educational field and the other two respondents in the logistics field. The length of employment indicates that knowledge workers are no longer content with lifelong employment with one organisation and 47.5 per cent of the respondents have worked for their current employer for less than three years. This correlates with the finding of Bergeron (2003:593) .
Knowledge
The descriptive statistics related to knowledge as seen from a career perspective are shown in Table 2 , with the results in percentages. The modal category for each option is shaded. Table 2 indicates that knowledge is seen as a key component in a knowledge worker's career, with more than 58 per cent of the respondents indicating that they totally agree that knowledge is crucial to providing knowledge workers with a competitive advantage in their careers. The importance placed upon knowledge in career decisions is consistent with knowledge workers creating a competitive advantage in the knowledge economy through the use of knowledge (Harman & Brelade, 2000:2) . The amount of knowledge required by knowledge workers' jobs is indicative of the amount of information required by knowledge workers in the knowledge economy (Bontis, 2001:3; Deng: 174) .
Knowledge development
Respondents were asked what steps they have taken to increase their knowledge to further their career aspirations. The descriptive statistics related to knowledge development as seen from a career perspective are shown in Figure 1 . a n c e a p p r a i s a l s I n t e r n a l t r a i n i n g E x t e r n a l t r a i n i n g Totally disagree
Disagree
Neutral Agree Totally agree Figure 1 indicates that knowledge development is required by knowledge workers as 68.3 per cent of the respondents totally agree that lifelong learning is important, which agrees with learning being a lifelong process (Alley, 1999 :189, Drucker, 2001 . The majority of the respondents (68.3 per cent) also totally agree that they are responsible for their own personal development, as it seems that employers are no longer willing to take this responsibility (Thite, 2004:32) . The low number of respondents (0.08 per cent) who totally agree that they mainly use internal training to develop their knowledge is indicative of the low investment that South African organisations make in knowledge workers, according to Smith (2008) . The number of respondents (0.23 per cent) who totally agree that they primarily use external training to develop their knowledge should be a cause of concern for organisations as this could indicate that organisational training and development programmes are not living up to the expectations of knowledge workers.
Career motivators
Respondents were asked to identify factors that motivate them in their careers as knowledge workers. The descriptive statistics related to career motivators are shown in Figure Drucker (2002:259) and Thite (2004:33) and is seen as a career motivator to a large extent by 27 per cent of respondents. Monetary rewards are recognised by 45 per cent of respondents as a key career motivator (Myers, 1996:184) with 46 per cent of respondents seeing challenging work assignments as a motivational factor to a large extent and 40 per cent of respondents as a motivational factor to some extent in their careers (Dovey & White, 2005:253; Mercer, 2008) . Social status is considered the least important career motivator for these knowledge workers. (Drucker, 2002:27) . Table 4 indicates that the need to become a specialist is very important to 48.8 per cent and important to 37.5 per cent of the respondents. According to No Doubt Research (2003: 3) knowledge workers are highly specialised and loyal to their specific field of knowledge. Dual career ladders are very important to 31.3 per cent of the respondents. This finding correlates with the findings of Holman, Wall, Clegg, Sparrow and Howard (2003:146) and Petroni and Colacino (2008:22) on the importance of dual career ladders. Whilst still enabling knowledge workers to stay in a profession without becoming a manager the need for upward career growth is thus seen as an important career path for knowledge workers. Matching personal and organisational goals is very important to 42.9 per cent of the respondents which is indicative of knowledge workers to be motivated through task achievement, working towards organisational and personal goals (Kelly, 2007:126) . The lack of importance attached to temporary work assignments by 42.5 per cent of respondents could be attributed to the economic downturn, or the lack of temporary work assignments available to knowledge workers in South Africa as discussed by McKenna (2006:11) . Figure 3 indicates that knowledge workers feel responsible for their own careers and that they actively try to manage their careers through networking, gaining experience and continuous learning. 39 per cent of respondents indicated to a very large extent the most important career strategy as the continuous learning of new skills, while 46 per cent of the respondents indicated this to a large extent. Such a strategy should result in knowledge workers reaching their long-term career goals (Marcus & Watters, 2002:91; Stokely, 2008:49) . Only 42 per cent of the respondents consult mentors to a large extent and 22 per cent to a very large extent. Knowledge workers need mentoring to ensure that knowledge sharing occurs and that an opportunity is provided for the individual being mentored to convert experience into knowledge (Harman & Brelade, 2000:73) . The least important career strategy is seen as building a network of contacts, which is something knowledge workers need to take note of, as Myers (1996:52) claims that the development of social networks is critical in boundaryless careers in order to add more value to organisations. 
Career readiness
Career path
Career strategy
Satisfaction experienced as a knowledge worker
The descriptive statistics related to the satisfaction experienced in the careers of knowledge workers are shown in Table 5 . Most knowledge workers feel that they achieve a sense of accomplishment and this finding is related to the findings of Dovey and White (2005:253) . Forty percent of the respondents are very satisfied with their flexible work conditions, which corresponds well to the requirements placed on knowledge workers by the new boundaryless career (Lee- Kelly et al., 2007:204; Marcus & Watters, 2002:92; Thite, 2004:37; Tomlinson:153) . The majority of respondents (36.3 per cent very satisfied and 47.5 per cent satisfied) indicate that they work on challenging assignments or projects. The results indicate that knowledge workers are in fact satisfied with their careers to a large extent, yet certain areas are to be looked at in order to ensure knowledge workers stay motivated. Table 5 indicates that 46.2 per cent of knowledge workers are satisfied with their careers to date, with 19.2 per cent being very satisfied. This means that organisations should create a work environment that is aligned with the expectations of knowledge workers to allow them to achieve job satisfaction (Wong, 2005:273) . 6 Recommendations Lifelong careers with one organisation are a thing of the past. Knowledge workers are more concerned with lifelong learning in a succession of jobs in order to gain the experience necessary to provide the organisation with a competitive advantage. The majority of the respondents are employed at their current organisation for less than three years. The movement of knowledge workers in a knowledge economy between organisations correspond to the nature of modern careers, which can be seen as a sequence of jobs or projects over the course of a person's life. Knowledge workers therefore take control of their own careers, as their careers consist of a series of projects or assignments, irrespective of the organisation employing them.
Knowledge workers are more aware of the challenges posed by modern careers and they are better prepared to enter their careers and ensure further development. It is very important for the majority of respondents to match their personal career goals with organisational goals in order to stay motivated in their careers. Matching individual and organisational goals are dependent on trust between knowledge workers and the organisation if this level of alignment is to be achieved. Being able to match personal goals with organisational goals generates a sense of accomplishment for knowledge workers, which is required to build a fulfilling career. The necessity for good communication skills need to be understood by organisations in order to use these knowledge workers to generate a competitive advantage as communication, forms a considerable part of the work that knowledge workers perform.
Knowledge workers require more knowledge to be effective in their jobs as the amount of knowledge keeps increasing. The need for knowledge workers who are able to deal with large amounts of knowledge in South Africa is acknowledged by the respondents. Respondents confirmed that the use of knowledge provides them with a competitive advantage in the knowledge economy. Knowledge workers use temporary assignments as part of career preparation, yet the respondents indicated that they are not interested in short work assignments. The underlying reason may be due to the fact that the respondents are mostly employed as full time workers, yet the lack of interest in temporary assignments may lead to a loss of opportunity for knowledge workers entering their careers.
Lifelong learning throughout the career of a knowledge worker is essential to stay competitive and deliver value to the organisation. The acknowledgement of lifelong learning by the respondents is indicative of the value placed upon learning over the course of a knowledge worker's career. Lifelong learning provides knowledge workers the ability to gain access to better positions over the course of a career. Personal development is the responsibility of each knowledge worker. Managing their careers leads to better motivation and ultimately an increase in organisational performance. Personal development also leads to a sense of achievement, providing personal and professional growth. However, internal training is rarely seen as a means for gaining more knowledge by the respondents and could be an indication that South African organisations do not invest in knowledge workers or that knowledge workers do not attach a lot of value to internal training. South African organisations need to assess their internal training and development programmes if they are to deliver any value to knowledge workers. Organisations should ensure that their training programmes are innovative to ensure that they respond to the demands of the knowledge economy.
Mentoring is an area of concern as the respondents indicated that they are not keen to consult mentors in their field of specialisation (see Figure 3) . This is in stark contrast to literature, which notes that knowledge workers need mentoring to ensure that knowledge sharing occurs in order to ensure a successful entry into the job market.
Awards, recognition from peers, money, challenging work assignments and status are all considered important career motivators for knowledge workers. Money is still considered to be a primary career motivator by the respondents. Organisations need to take note of their reward structures, as knowledge workers have indicated that although knowledge gives them a competitive advantage in the knowledge economy, promotions and rewards based on their knowledge are insufficient. Informal measures such as recognition are also starting to become more important for knowledge workers and should be used in conjunction with the traditional measures to ensure that knowledge workers achieve a sense of career progress. Respondents also consider autonomy important, in order to control the tasks assigned to them within their organisation. Knowledge workers thus strive to create their own work environment. This is descriptive of the level of satisfaction that knowledge workers experience throughout their careers. A sense of accomplishment reduces feelings of boredom associated with repetitive and less challenging tasks. Challenging tasks generates the sense of accomplishment needed in order to create a fulfilling career. Providing knowledge workers with a series of challenging work assignments allows them to develop their careers through such assignments.
Conclusion
This article aims to investigate the issues and aspects related to career development of knowledge workers in South Africa. The career issues affecting knowledge workers were established through an online survey, providing a view on the autonomy, rewards, training and progress experienced by knowledge workers in their careers. Knowledge workers play an increasingly important part in the knowledge economy and contribute to the competitive advantage and future potential of organisations. The impact made by knowledge workers on the knowledge economy has prompted management to take note of the key issues affecting knowledge workers throughout their careers. The major findings linked to the literature consulted indicated that even though knowledge workers require more knowledge just to enable them to perform their jobs, their knowledge still provides them with a competitive advantage in their careers and the knowledge economy. Knowledge workers furthermore acknowledged that they are personally responsible for their own career development and attempt to ensure that they take part in lifelong learning and training.
